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Most managers can articulate how much money was spent,
but can they tell you what they bought?
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FOUR GOOD
REASONS TO
MEASURE
PERFORMANCE

“Why measure performance?”
Here are four good reasons to
consider:

1—-Enhance Accountability—
Performance criteria allow
decision makers and citizens
to fully gauge the effective-
ness of government pro-
grams.

2- Improve service delivery—
Performance results can aid
in determining whether public
programs and policies are
effective.

3- Return on Investment—
Information can provide an
assessment of the level of
goods and services that can
be bought with given re-
sources.

4- Inform Citizens—Can be
used 1o explain to the public
what is being done with their
tax dolars.

During the 2007 interim the Leg-
islative Finance Committee (LFC)
directed the staff of the Legisla-
tive Fiscal Division (LFD) to de-
velop a number of performance
management tools to provide
options to the legislature to incor-
porate performance management
into the budget process.

The legislature establishes policy
and fiscal guidelines that may or
may not be adequately articu-
lated in HB 2 or statute. When
the goal of the legislature is not
clear , debates arise regarding
what the legislature intended to
do.

Using the appropriate perform-
ance tool may assist in mitigating
the number of debates that arise
over intent. The tools will in-
crease the ability of the agencies
to effectively implement legisla-
tive goals and objectives.

Think of it as two circles that
need to line up and over lap.
Depending on the success of
policy implementation the legisla-

LFC INTERIM WORK:
ALIGNING LEGISLATIVE INTENT & IMPLEMENTATION

tive goals and actual implementa-
tion may line up like this:

Legislative
Goals &

Agency
Implemen-
Objectives tation

By changing the way legislative
intent is articulated through HB 2
or other bills, alignment of goals
and implementation has a good
chance of improving:

This process, if adopted, can
establish a continual process as
shown in the figure to the right.
When the legislature establishes
goals and objectives, those can
be clearly articulated through HB
2 (or a companion bill) and
tagged for follow up during the
interim or before the 2009 legis-
lative session.
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The role of leaders is to set direc-
tion. To do this they must ask
and answer:

L] Where do we want to go ?

L] How are we going to get
there ?

Ask the questions, apply the
tools, measure success and ask
again. Once around the circle
and a basic performance man-
agement system has been cre-
ated.
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WHAT CAN
PERFORMANCE
MEASUREMENT

DO?

include:

When performance information is
made available to the legislature, the
options to use the information may

o Re-establish program goals and/
or performance measures

o Adjust the level of funding to the
program to account for new goals, or
overcome current obstacles

o Eliminate ineffective programs

o Request interim reporting to keep
current with program performance
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The Process
Green : Legislative Policies

Purple:

Agency Activities

Review Goals & Proposed ©
Obactives

Select objectives fo monitor |
prograss lowards achigve
the goal :

Format and Define
Measures

Estabiish Baseline
Perfromance

Set Performance Target

Establish Reporting Process

The Questions i ——

Goals
What are the program’s mission and goals?
How often does the program set or re-set goals?

. Expectations

What outcomes are expected from the use of taxpayers’ funds?
How would outcomes change if the funding increased by 5 percent?
How would outcomes change if the funding decreased by 5 percent?
What is the largest cost driver in this program? Why?

Performance Management

What performance indicators are used to track progress towards ex-
pected outcomes?

Who monitors the performance indicators?

How often are performance indicators monitored?

How are performance indicators used in management decision making?
What were the outcomes in the last two completed fiscal years?

How did the actual outcomes compare to the targets?

Were outcomes unexpectedly good or bad?

Were there any unintended consequences identified?

How do these outcomes compare to other states or similar state programs?
Was there any early indication of outcomes that could have been used to
change the course of the program?

Improvement

What would it mean to do a better job?

What is currently being done to improve deficiencies?

When do you expect the deficiencies to improve?

What legislative actions (budget & policy) are being pursued that would assist
in achieving improved outcomes?

What is the single greatest obstacle to greater success in this program?

Citizens .

Which citizens of Montana are affected by the program or agency ?
What do the affected citizens think of this program?

What other programs and agencies (State& Federal) are partners in producing
desired outcomes?

For which citizen groups were the outcomes less than desired?

Human Resources

What are the employment statistics in this program?
What keeps the program from being fully staffed?

How as the turnover rate changed

‘What is the near-term retirement impact on this program?




rogram of the agency. The goals and objec-
ves must include, in a concise form, suffi-
ient specific information and quantifiable
formation to enable the legislature to for-

agency has succeeded in attaining its goals
:and objectives.

117-7-11 1(3)©, MCA The plan must consist |

f: statement of goals and objectives for each |

ulate an appropriations policy regarding the
- agency and its programs and to allow a deter-
‘ mination, at some future date, on whether the :

-
-t

SMART: Specific, Measurable, Ac-
countable, Reportable and Time-
bound

Benchmarks oot

DUMB: Doesn’t Utilize Measurable “

-

The Terms

Accuracy - The documentation about the measure is adequate and calcu-
lations are mathematically correct, reasonable and consistent. Inaccu-
racy.is reflected in mathematical errors, data entry errors, or a lack of
understanding of the measure.

Appropriateness — The connection between the programs/services of the
agency and the nature of the measure is clear.

Goal - A broad statement of the long-term results needed to accomplish
the organization’s mission and achieve its vision. The ends to which

all efforts are expended
EXAMPLE: To enhance the independence, well-being and personal
responsibility of customers.

Input — The amount of resources used to conduct an activity, produce an
output (i.e., product or provide a service)

Input Measure - Describes the amount of resources used to conduct an
activity, produce a product or provide a service.

EXAMPLE: Number of teachers employed
Justification: An explanation as to why a something is needed or re-

quired, right and reasonable.

Obstacles: A potential event or activity that could impede progress to-
wards the goal

Outcome - A result achieved by activity or set of activities; the extent to
which a service or activity has impacted its intended audience

Outcome Measure - Describes the results achieved compared to the in-
tended purpose, or progress toward achieving an objective; the extent
to which a service or activity has impacted its intended audience.
Outcome measures describe effectiveness and often focus on things
such as quality, timeliness, efficiency, or the degree to which some-
thing has been deployed throughout an organization or client popula-
tion.

EXAMPLE: Percentage of juveniles convicted of a new misdemeanor
or felony within a year of being placed on probation

Output - Product or service; completed work

Output Measure - Describes the amount of work completed, the amount
of product produced, or the amount of services provided.

EXAMPLE: Number of training sessions held for emergency medical
technicians

Performance Criteria / Objective - Meaningful indicators) used to deter-
mine performance; a criterion or value used to determine the magni-
tude or degree of something. This could be an input, output or out-
come measure.

Reliable - Measures something the same way every time

Risk —Potential affect on the state if an activity does not occur.

Strategies - Actions that support the accomplishment of the strategic plan
and deliver the results needed to accomplish goals and objectives
EXAMPLE: Package and market employer incentives through pub-
lic/private partnerships.

Target - The specific level of performance set by the legislature for the
organization to achieve
EXAMPLE: + 3% by July 1, 2007

Understandability — Whether an average user could easily understand the
measure as written.

Valid - Measures what you intended to measure; produces an accurate

outcome
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AT-A-GLANCE
The Tools

Profile: Basic Agency
Statistics Compiled by the
LFD

Template: Summary of
historical funding, 2009
biennium general budget
request, status towards
goals and agency defined
issues "

New Evaluation Process:
Information on proposals
that expand a function or
add a new function to
state-government,.
Including, justification,
goals, performance
criteria, funding, FTE,
obstacles and risk

Perfgrmance Reporting— A
2 page, spreadsheet
based reporting process to
provide management level
data regarding the
progress of key initiatives.

CHANGES TO SUBCOMMITTEE PROCESS

The most obvious change to
the subcommittee process
will be the agency presenta-
tion. Affectionately known as
the “dog-and-pony” show. In
the past the presentations
were developed and delivered
based on what the agency
wanted to provide to the com-
mittee. Now, the process is
based on what the legislature
requires to make sound deci-
sions.
The process could look”
somewhat like this:
1. Agency level overview
based on the Template.
(see below)

2. Discussion on Goals and
Objectives, including

results from the 2007
biennium and plans for
the 2009 biennium.

3. Discussion of agency
wide issues raised by the
agency or the LFD.

As the subcommittees work
through agency programs, the
same framework can be fol-
lowed. At the program level
the agency will also provide a
discussion on the decision
packages. LFD staff will raise

" the issues and/or comment

as appropriate through the
process.

At points in the process the
new evaluation information
will come into play. Then the
agency provided justifica-
tions, goals and objectives of

specific projects will be the
center of discussion. This is
the point where performance
becomes policy.

THE TEMPLATE

At the request of the Legisla-
tive Finance Committee a
brief summary of information
for agencies, divisions, and
programs to use for informa-
tional presentations to the
joint appropriations subcom-
mittees was developed. The
idea of the templates is to
shorten and direct the infor-
mational presentations made
by agencies, reducing the
“dog and pony” shows and
focusing the discussions. on

the budgetary issues, goals,
and objectives. Another pur-
pose of the templates is ‘to
provide comparable, stan-
dardized budgetary informa-
tion to the joint appropriation
subcommittees, - the House
Appropriations Committee,
and Senate Finance and
Claims. An overview of what
the budgetary unit does, how
services are provided, the
statutory authority, base year
revenues and expenditures

from all sources, historical reve-
nues and expenditures from
House Bill 2, 2007 new program
implementation, FTE, and cor-
rective action plans, 2009 bien-
nial budget, and the related
goals and objectives for the
budget, budget issues and sig-
nificant issues expanded are
included within the document. If
additional information is needed
to address budgetary issues,
committee members may re-
quest agency personnel provide
the information.

NEW EVALUATION PROCESS

The executive budget normaliy
contains proposals to expand
current state services or add
new services to the menu. in
the past, these requests did

not receive additional attention

unless the LFD staffer raised

issues with the proposal.

In order to highlight where ex-
pansion may be take place a
new evaiuation process was
developed. For selected pro-
posals, additional information

was provided by the agencies
to the LFD. The LFD staff edits
it only for clarity and brevity.

This information is listed under

the decision package descrip-
tion. This information includes
a justification, goals, perform-
ance criteria (objectives), mile-

stones, FTE, funding, obstacles

and risks. (see right sidebar)

This information should provide

the legislature with insight into
what the agency is wishing to

accomplish and how that ac-
complishment will be meas-
ured beyond the amount of
funding expended. Sometimes
the information does not pro-
vide this and the legislature
may wish to seek clarification.

While established for selected
proposals, the legislature has
the ability to ask for the infor-
mation on any proposal.
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GOALS: GOOD, BAD AND UGLY

As defined (see side bar), a goal is
the end result to which all efforts
are focused. There are a number
of types of goals—some goals are

good and some are not.

The agency or program goals are a

policy decision that can be ad-
justed by the legislature. What

does the legislative body want the

agency to accomplish?

Whether it is at the agency or pro-

gram level, goals should be con-

-cise language demonstrating what

the effort is all about and it
should be measurable. For
this exercise, the goal should
address the upcoming bien-
nium. This type of goal sets the
stage for anticipated out-
comes.

don't really tell you what the
effort is all about—but it sounds
nice. Those types of goals can
not be measured.

Then there are the real “gems”,
that are documented in the

What is the effort
all about?

budget analysis. LFD staff have
written issues about this type of
response.

Think about “feel good” goals—
those flowery descriptions that

As part of the appropriations
process, the legislature has the
options to accept, eliminate or
re-vise the goals.

PERFORMANCE CRITERIA—
OBJECTIVE MEASUREMENTS TOWARD THE GOALS..

In order to determine pro-
gress towards the measurable
goal (s), performance criteria
or objectives must exist.
Again—this is a policy issue
for the legislature to deter-
mine.

There are different types of
measurements which are
debated in academic journals.
The type of objective utilized
is up to the legislature.

Think of objectives as step-
ping stones to the goal. How
does the legislature wish to
measure progress? Isit:

Percentage increase in
the accuracy of a permit-
ting process over the
biennium ?

The return on investment
in economic develop-
ment in terms of jobs per
year per region?
incremental change in
_the suicide

How is progress to be measured? "

rate for males between
the ages of 15 and 24
annually?

Keep in mind the SMART
acronym: Specific Measur-
able Accountable Reportable
and Time-bound. If the crite-
ria does not meet the SMART
test, it may need to be
changed in order to be effec-
tive.

DIGGING DEEPER

The template, the profile, and
the new evaluation informa-
tion are not designed to re-
place the questioning process
utilized by committees to
have their questions an-
swered. Another dimension
of questioning can be added
in this process.

Sample questions were devel-
oped by LFD staff in six topic
areas, they are:

Goals

Expectations

Performance Management
Improvement

Citizens

Human Resources

The sample questions are
listed on the front page of the
Quick Reference Tool drafted
by the LFD. They include
questions to tie policy and
budget, such as “How would

outcomes change if the funding
was increased (or decreased)
by 5 percent?”

Agencies can articulate how it
would be spent—but they may
or may not be able to articulate
what the change in funding
would pro-
duce in
terms of an
outcome.

\

AT-A-GLANCE
Key Terms

Justification—why the
proposal is needed, what
situation will it address

Goal - tHe end result
toward which all your
efforts are focused

Performance Objectives -
specific, measurable,
accountable, reportable,
time bound criteria that
determine progress

towards the goals

Milestones— provides a
timeline of the significant
events associated with the

proposal.

FTE- Addresses who wilt
do the work. If new FTE is
not being requested,
workload is addressed.

Funding—Identifies funding
source and the
appropriateness of that
source.

Obstacles - what issues
need to be navigated to
get to the goal

Risks - what one could
reasonably expect if
progress towards the goal
was not positive

Additional performance

management terms are
included on the quick
reference tool.
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POWER OF LANGUAGE

ized to restore fisheries in
Montana.

Or consider this:

“Funding for Energy Om-
budsman Services may be

on assisting low income
families to move toward self
sufficiency in meeting their
home heating needs.”

The subcommittee also has

Performance Management The power of the written used only.to fund case man- the option of requesting a
Lead Contacts word in HB 2 or a compan- agement-type staff at hu- companion bill to implement
ion bill can articulate the man resources development  HB 2. These bills must be
Barbara Smith gogls and objectives of the councils whose purpose is requested by the 75th day
basmith@ mt.gov legislature. This clarifies the  to assis; Iow-ingome cus- of session. A companion bitl
444-5347 intent of an appropriation. tomers in seeking emer- can be used to:
. The dopartmont shall b Onang the naturs of
Kns Wilkinson Language is inserted at the vide an annual report to the an appropriation q_fa
kwilkinson@ mt.gov end of HB 2 to provide clari- o mpers of the 2005 legis- measurable goa_lrns
444-5834 fication. Such as: fative joint appropriations achieved. (i.e. OTO cov-
subcommittee on health erts to the base)
Taryn Purdy ftem X includes funding for and human services on the e  Articulate the goals and
tpurdy@ mt.gov an annual report regarding successes, failures and objectives of a particu-
444-5383 the scope and funding util- impact that this effort has lar program and estab-

lish reporting require-
ments for the program.

e  Condition receipt of
2009 appropriation
authority based on
achieving milestones in
year one.

The old saying goes: “ Out of
sight, out of mind.” As part
time legislators, this is a risk
of the process. There are
ways to maintain legislative
presence in the “off-season”.

member of the legislative

body need the report? Or
should the report be directed
to a specific committee for a
specific purpose? Or does it
go to a shelf in the legislative

in a timely manner, allowing
for discussion, further re-
search to address shortfalls
or expand improvements.

Know what you want, and ask
for it. The agency then has the
framework to report and not
guess at what is wanted.

This includes: library?

*  Reports to interim com- )
mittees on a routine ba- In requesting reports con-
sis sider:

but can they tell you what they bought?

e  Reports to the Legislative ®  Who should get the re-
Finance Committee on port
specific financial issues e Who should follow up on
e Legislative Audit activi- the outcomes of the re-
ties and reports port; and
e  Execution of a joint reso- e  What the report should
lution to study a particu- inciude.
lar issue

Defining what is in the report
can assist in translating multi-
ple pages into a simple 2—
page management level docu-
ment. This process was util-
ized with the LFC during the
2007 biennium and resulted
in the ability legislators to
receive pertinent information

Yet, reports are not always
clearly defined when re-
quested. There are a number
of examples in statute that
require a biennial report to
the legislature. What does
that really mean? Does each

Most managers can articulate how much money was spent,




